After the early works, in which CSR was limited to normative and ethical concerns (Bowen, 1953; Chase, et al., 1950) , the attention turned towards social and environmental issues which gradually became a view of the so-called strategic management (Wood & Logsdon, 2002; Hambrick & Chen, 2008) . This view emphasized the relations with stakeholders as a driver of business success or failure (Post, Preston, & Sauter-Sachs, 2002; Peng, et al., 2009) , stating that considering stakeholders' need beyond the legal level creates a good opportunity for the firms themselves (Porter & Kramer, 2006) . Firms have therefore stepped up their efforts in CSR to improve their reputation (Fombrun & Shanley, 1990) and relations with stakeholders (Greening & Turban, 2000; Maignan, Ferrell, & Ferrel, 1999) . Firms which recognize CSR as a competitive driver need to keep abreast with the social and environmental issues, not just theoretically, but also in practice (Jackson & Nelson, 2004) . They restyle their strategy and structure to embrace CSR as a crucial element of the core business, rather than a residual activity unconnected with strategy (Freeman, 1984) . They introduce social and environmental concerns as an essential part of the firms' strategic framework, redefining the main elements of their corporate strategy (Zadek, 2004) . They modify their structure to perform CSR actions, usually including new department and managers in charge of implementing new social and environmental actions.
CSR is an extension of firms' efforts to foster effective corporate governance, ensuring firms' sustainability via sound business practices that promote accountability and transparency. However, there are various definitions of CSR. Friedman (1970) first defined CSR as follows: ''Corporate social responsibility is to conduct the business in accordance with shareholders' desires, which generally will be to make as much money as possible while conforming to the basic rules of society, both those embodied in law and those embodied in ethical custom.' ' Carroll (1979) and Hill et al. (2007) defined 
NOTES AND COMMENTARIES
presents preliminary research, review of literature and comments on published papers or on any relevant subject the hierarchical CSR as economic, legal, moral, and philanthropic actions of firms that influence the quality of life of relevant stakeholders. While the definitions of CSR vary, it generally refers to serving people, communities, and society in ways that go above and beyond what is legally required of a firm. According to Barnea and Rubin (2010) , if CSR initiatives do not maximize firm value, they are a waste of valuable resources and a potentially value-destroying proposition. CSR has continued to be a highly topical subject regarding whether investments in CSR are value-enhancing, value-destroying, or even value-irrelevant. The debates about CSR continue to grow without a clear consensus on its meaning or value. Despite large literature on CSR (See Bowen, 1953; Donham, 1927; and for an overview, Whetten, Rands, & Godfrey, 2002) , there is no unified theory behind CSR engagement, and there are at least two alternative explanations regarding its existence. First, based on Jensen and Meckling's (1976) agency theory, Barnea and Rubin (2010) considered CSR engagement as a principal-agent relation between managers and shareholders, and argued that affiliated insiders had an interest in overinvesting in CSR in order to obtain private benefits of building reputation as good social citizens, possibly at a cost to shareholders. As reputation improves, top management will enjoy better outside career opportunities and greater negotiation power, which will eventually lead them to have overconfidence. Malmendier and Tate (2005) suggested some evidence of overinvestment by overconfident CEOs. Whether CSR activities are undertaken by the firm voluntarily or by compulsion, there can be no second opinion about the fact that a firm has to engage in Triple Bottom Line concept of economic, social, and environmental factors for its sustenance. Codes of conduct, governance principles, and disclosure rules are moving companies to higher standards of non-financial reporting, including expanded coverage in their financial statements. Economic, environmental, and social indicators are appearing with increasing frequency, providing insights into the vision and effectiveness of management in anticipating new risks and opportunities in the marketplace. For example, indicators on the volume, trends, and nature of pollution releases allow management to assess whether individual facilities are at risk from pending environmental regulations or whether they are likely to become the target of regulatory authorities. The Government of Rajasthan explored the possibilities of increasing investment in the region and subsequently opened the doors to MNCs and corporate India. CocaCola India's Bottling Unit accepted the challenge and looking at the opportunity decided to invest with a long-term focus and business potential. The company decided to set up a plant in Kaladera, which was in alignment with the government's plan to transform it from a backward rural area, dependent solely on agriculture, into a modern industrial hub. It was also an effort keeping the com-pany's CSR vision 2 and mission 3 in mind. The company also had a social and commercial design in place to avail of the economic benefits offered by the government. Setting up the plant was a step towards building a new financial eco-system for the community living in the backward area and help them shed their traditional baggage that came with limited economic activity apart from agriculture.
OBJECTIVE

Unexpected Reaction of the Community: Water War
After a huge investment in Kaladera plant, HCCBPL's plant faced specific resistance from a section of the community including a few activists. Some farmers started 'water protests' against Coca-Cola, asserting that their problems arose soon after the Coca-Cola plant was commissioned in 1999 and that the water level of the area had since declined.
The verbal clashes and protests intensified and the community of Kaladera and surrounding villages started their tirade against Coca-Cola for depleting water resources and destroying livelihoods. They voiced only one demand that the bottling plant be shut down. The movement started getting momentum from February 2, 2003. More than 200 residents of 22 villages met in Kaladera and passed a resolution that the authorities of Coca-Cola be pressured to close down the plant. In the weeks that followed, Sangharsh Samitis (Struggle Committees) started forming small outfits among the affected villages, and each of these committees elected a convener for the village Samiti. However, in the meanwhile, the company started an awareness drive for the villagers and agitating farmers on overall water situation, its own water consumption, and work done on water conservation, and communicated the facts about its operations, clarifying certain misconceptions such as that the unit had 50 or more borewells of 50 HP each when actually there were only three borewells.
Coca-Cola India's Response to "Water War"
Having been exposed to the local resistance in such gravity, Coca-Cola India decided to give a patient hearing to all stakeholders including the agitating villagers and tried to engage with them rather than adopting an evasive approach. The company adopted CSR measures in line with its corporate plan to help in building sustainability. It strategically implemented the plan of developing the region by way of providing employment to the people, and educating farmers and local people to conserve water, through the PPP model.
The management team agreed that there was the need to first reassure themselves that they had not caused any damage to the local community or the water table as alleged. They decided to initiate a thorough internal audit, while collecting data from various agencies, environmentalists, and groundwater department. Their audit revealed that the allegations were unfounded having no scientific reason and were largely based on hearsay. The protesters in their allegations had no mention of monsoon failure for several consecutive years. The company realized that it was more a question of perception created by activists rather than the reality. Atul Singh, the then CEO of CocaCola India, took the lead in this regard and told the stakeholders, "Walking away is the easiest thing we can do but that's not going to help that community build sustainability." He asserted that they needed to continue to support water conservation efforts in the community and also engage agriculturists to start using water consumption through efficient methods of farming. Deepak Jolly, Vice president, Corporate Affairs of Coca-Cola India said, "Villagers neither understand our motivation (to work with them on water conservation) and objectives nor the need for collaborative work." He further commented, "We are the major corporate here and no other industry in the area has done any work for the community and hence they appear to be skeptical as to how and why any private business could do so. They do not know about impending water issues and how it could impact them. They were not sure either as to what role they could play along with us in building sustainability of this area as there was no such past experience. This skepticism of the community was further accentuated by the perception among many villagers that the Sarpanch (head of village) was having malicious connivance with contractors or the company and was gaining illegitimately from the funds that the company was providing for community development. Interestingly, the villagers found it hard to digest that a company could spend money on community development and was not concerned only about profit maximization. Hence various perceptions, misinforma-tion, and also comments from people with self-interest compounded the problems and made it difficult for all the stakeholders. These were few of the many challenges in front of the company.
Overcoming the Challenges
Coca-Cola India took certain focused action for implementing the strategy towards sustainability and community engagement to overcome the challenges of water scarcity in the region. It started a project to promote drip irrigation in Rajasthan. While the state government of Rajasthan offered 50 percent subsidy to farmers for drip irrigation, the company had pitched in to up the subsidy to almost 90 percent. This, along with a bouquet of initiatives, is part of Coca-Cola India's efforts to promote water conservation in the state by working with local communities. 4
These plans had done wonders for boosting up the confidence level of the villagers and a totally changed perception about the company. Initially skeptical, the villagers' apathy gradually gave way to mutual trust and cooperation. These action plans were:
• Implementing open door policy, inviting villagers and block leaders to visit the factory and see its processes including water management practices • Engaging in active consultation and understanding of local needs by local managers • Working for a best fit between company objectives and CSR vision vis-a-vis community issues/needs • Involving third party for implementation of the projects and awareness drives • Using local resources, labour and contractors for all its social projects • Engaging in regular community dialogue with community seniors • Strengthening community mobilization efforts from start to completion of each major community initiative • Celebrating small and big successes together with the community • Involving respectable members of the village, gram sabha as well as the state government and political leadership during community mobilization activities • Ensuring transparency in the use of funds 
PUBLIC-PRIVATE COMMUNITY PARTNERSHIP MODEL Replication and Implementation of Traditional Water Storage Systems
Coca-Cola educated the community on the importance of water, stressing on the fact that water needed to be protected and conserved by everyone. But in a region where dogma and dunk went hand in hand, this appeared to be a herculean task. Studies recalled that the ancient society depended on natural rivers, lakes, and wells for their water needs. Villagers also built bawaris, step wells, and tanks, ensuring substantial reserve of water throughout the year. The company decided to replicate the efforts of Maharaja Man Singh, who had done similar work around 400 years ago.
After a careful study and research, Coca-Cola involved the local community in replicating and implementing traditional water systems so as to recharge groundwater aquifers. It worked with the government, local bodies, and the entire community of Kaladera to educate and spread awareness about water conservation. This included restoration of Sarai Bawari and Kale Hanuman ki Bawari -historical step wells (over 400-year-old) thus providing water to the people of the community. The company has so far constructed over 140 recharge shafts in the area. Rainwater harvesting projects were set up in various schools, government bodies, and the nearby community areas. In November 2004, Coca-Cola India joined hands with Jaipur Municipal Corporation, Rajasthan Ground Water Department, and with the community to not only restore original glory of the bawari and conserve the heritage but to also clean and open all water inlets to allow natural inflow of water, usable by the community. While the Jaipur Municipal Corporation helped the team at every stage of the restoration process, the Rajasthan Ground Water Department provided the technical guidance.
Active community involvement was seen during the restoration. The community selected the project site, did the designing, provided the resources like labour and material, implemented and created awareness about the project. The actual restoration work included the removal of silt, rubble and algae, repairs of the infrastructure in the traditional "Jaipuri" style, and reopening of the facility for use. As a result of this public-private community partnership model, thousands of gallons of water flowed into the step wells from underground pores or streams, and the storage and recharge capacity reached more than 8 m litres of water by 2010.
More than 3,000 villagers near each bawari now had a sustained source of clean water supplies. These fully restored step wells were heritage sites and were natural attraction for the tourists. The rejuvenated Sarai Bawari helped in arresting the fall in groundwater table and ensured water sustainability to thousands of local villagers deprived of any other source of water. The bawari was restored to its original glory after a six-month long endeavour by Coca-Cola India. Once filled with waste and silt, Sarai Bawari in Kaladera was now home to healthy schools of fish and a provider of water for residents without plumbing systems. The rejuvenated bawari was a standing testimony to the convergence of the government bodies, private sector, and the local community and adoption of the methodology of partnership by Coca-Cola in the domain of water conservation.
Awareness on Efficient Usage of Water in Farming using Drip Irrigation
No modern irrigation method was adopted by the farmers in Kaladera, almost the entire irrigation being through rainfall or extraction of groundwater. The exploitation of groundwater was over 150 percent of the available water. Hence for sustainable livelihood, environment, and water resources, it was a must for farmers to be able to use water-efficient agricultural practices. Drip irrigation, which had a potential to dramatically reduce water usage and bring down exploitation of groundwater resources to a sustainable level of 80-90 percent was vital for the region.
'Drip irrigation' was a foreign term to the farmers of Kaladera. Coca-Cola took the lead and acted as a catalyst and leased two farms in 2004-2005 to showcase the positive impacts of drip irrigation. This excited the farmers and 18 of them came forward in 2006-2007 to use drip irrigation for the following year. Coca-Cola roped in Jain Irrigation, experts in drip irrigation, to provide turnkey solution to farms including utilization of subsidy that was already on offer by the state government. The company also chipped in with funds to kick-start a silent but impactful revolution in local irrigation practices. By the end of 2010, there were over 330 farms which adopted drip irrigation and another 200 were ready to take off in 2011. Coca-Cola is committed to play the role of a catalyst to help them adopt drip irrigation.
The drip irrigation initiative indicates the coming together of Krishi Vigyan Kendra, Government of Rajasthan (providing financial subsidy), farmers, and Hindustan CocaCola Beverages. The journey started in 2008 with 27 farmers covering 13.5 hectares of agricultural land, and, today they have a total of 513 drip irrigation systems installed, covering 256.5 hectares of agricultural land, leading to significant water saving 5 . Such irrigation is now becoming an indispensable part of the desert state where the water level is said to be as deep as 80 to 100 metres on an average, and goes down by 10 meters every year. Farmers of the village feel that more and more companies like Coca-Cola should come forward to financially help and create awareness for drip irrigation.
People hardly realized that laying a drip irrigation system was an investment. Farmers arranged for 10 percent and the rest came from grants of the state government under an existing scheme with Coca-Cola India and the vendor. The success of this model has benefitted at least 300 farmers.
Additional Challenges
In the process of creating awareness on efficient usage of water in farming using Drip Irrigation, the biggest chal-lenge was the acceptance by farmers. Besides, the model posed certain additional challenges such as:
• Governance -building adequate levels of processes, codes, and routines • Transparency -keeping all stakeholders appropriately engaged in all aspects of the projects • Reporting/Documentation -capturing the best practices, leaving an audit trail, and developing a mechanism to communicate with all parties • Ability to innovate -working on strengths of each partner to bring new ideas, better practices, and cost controls • Cost control -managing within budgets and firm timelines • Proper coordination among the NGO, government, company, and the local people.
TOWARDS A SUSTAINABLE SOLUTION
The company in its objective to build a sustainable solution decided to work towards clearly defining the role of each partner in the Public Private Community Partnership (PPCP) model:
• Government was responsible for technical consultation and implementation, and farmers for partial seed capital, own labour, and supervision.
• Hindustan Coca-Cola Beverages Pvt. Ltd (Bottler) was responsible for funds and implementation of the project and Coca-Cola India for conceptualization, provision of funds, and bringing all stakeholders together.
• Krishi Vigyan Kendra's role was to identify the farmers, provide technological assistance, monitor and propagate the best practices.
• Community/Panchayat too had to identify the farmers, propagate the best practices, and monitor the project. Farmers to be covered by drip irrigation were selected by the Sarpanch.
As per Praveen Aggarwal, General Manager, Public Affairs (Head, CSR and Sustainability), "Whenever any project is announced, a community gathering is organized where the company officials, community people, government agencies, NGO, sarpanch and all others responsible for the implementation of the project are present. A formal announcement is made in the presence of the media where the cost, deadlines, and the deliverables of the project are mentioned."
In the spirit of good governance, transparency is maintained and regular quarterly and monthly reports are prepared. A 360-degree audit is also part of the process to ensure transparency and accountability that gives all stakeholders a say. Involving the community acts as a positive pressure on the contractors and the administrators have to complete the project as mentioned and that too on time. Social pressure does not allow the administrators to change the plan.
CSR and sustainability are deeply integrated with operations and strategies. Coca-Cola India made it a part of its overall business strategy and integrated them into its business processes. The goal of the company is to safely return to the communities an amount of water equivalent to what they use in all their beverages and overall production. It believes that improving water quality and availability is vital to the business and the communities it serves and hence it focuses on reducing, recycling, and replenishing it. The company has exhausted its water usage ratio by more than 25 percent from 2004-2009. 6 It recycles the waste water discharged from their plant to support aquatic life. The company has expanded the support of healthy watersheds and sustainable community programmes to balance the water used in the finished beverages. Thus it ensures the integration of CSR and sustainability in its processes.
Managerial Implications
The company has handled a complicated challenging situation in an effective manner. It has constantly sought external input from villagers, NGOs, and various other social organizations. It went for an external audit by The Energy and Resources Institute (TERI); engaged in a stakeholder dialogue about transparency, and good governance; and also engaged in multi-sectoral partnership to make a real difference in community development and sustainability initiatives. All these initiatives helped the company in turning a complicated situation where they had to probably close down the plant and leave the area to becoming a favourite of the local people. However, it is not clear whether the sustainability methods adopted by the company were the results of the reaction of the local community against the company. The company should have been more proactive in incorporating the measures of sustainability. Before starting of a business, it is al-ways a wise measure to assess the social needs of the area and to identify measures to conserve the environment. The company willing to set up a business can do this by engaging in a dialogue with the various stakeholders to be affected by setting up of the company, discuss about its plan to develop the area, and and how the community can benefit from the business. Also, the stakeholders should sort out issues that need clarification. Coca-Cola India could have engaged in a dialogue with the stakeholders about their social and sustainable plans before setting up the business in Kaladera rather than leaving it on the local community with a low literacy rate to understand its strategy and intention. Throughout stakeholder consultation, it is important to remain open to feedback which can be used to help shape and improve the planned service. At all stages, it is essential to manage expectations so that stakeholders understand that despite the best intention of the company to take into account their ideas and opinions, it may not always be possible to meet all their expectations. After engaging with stakeholders, it is important that the company keeps in touch with them and regularly updates them on their progress. If the stakeholders are not always positive, the company should decide how to win them over. A proper communication will result in a win-win situation for both the company and the society. The company has to understand that the basis of sustenance is contribution to the economic and sustainable development of the country.
CONCLUSION
Setting up the plant in Kaladera resulted in strong resistance and protests of local residents. The company transformed the resistance into enormous popularity through its CSR activities and by involving the stakeholders in the execution and implementation of its plan. Coca-Cola -India now enjoys local favour as it suceeded in translating the issues of the local community of Kaladera. The action plans had done wonders for boosting up the confidence level of the villagers and changing the perception about the company. Initially skeptical, the villager's apathy gradually gave way to mutual trust and cooperation.
